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B BY LEE DRAPER

the

odd

job in philanthropy once had an enviable profile: being paid to contemplate
important issues of the day, having access to the most up-to-date data and

analysis about those issues, and playing an important role in suppoiting
the nonprofit organizations that were best poised to offer solutions
Although those responsibilities have not changed, today they are too often conducted i
at a breakneck pace, as the demands upon grantmakers have increased exponentiafly I

The call for professionalization of the field has led philanthropy to regard itself in ‘
terms of business models, and the speed of business life is escalating “There’s been a
tise in levels of efficiency, goals of what will get done and how much productivity an
individual can generate,” observes Jennifer Hollahan, director for executive education w
at the Council on Foundations. “This trend in corpotate Ametica has increased expec- |
tations in philanthropy and among nonprofit [eaders ”

There are myriad reasons why grantmakers are having to do far more with far
less: A weakened economy in 2002 led many foundations to reduce staff Those
grantmakers have subsequently adopted a lean staffing structure as a fundamental
value Cuts in government programs have increased the volume of requests submitted
to private sector fanders The amount of data and professional literature to review is
staggering In some cases, recent increases in assets have led foundations to increase
the number of grants awarded anmually o1 to launch new initiatives without hiring
additional staff In community foundations, many program officers are asked to man-
age donot relations at the same time as grantmaking.

Further, Hollahan adds, “We’ve incorporated interacting and partnering with
nonprofits and collaborating with other funders in our work processes This creates
amore complex grantmaking process and requires a Jonger horizon It takes more
time ” Eric Jones, program officer at the Flintridge Foundation, agrees that this fac-
tor has increased his wotkload “There’s an increased focus on being invelved in the
fields in which we fund, particulatly in partnering with other fimders to increase over-
all support for our areas of interest,” he says
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Interviewees

Meeting Increased Demands
How do grantmakers meet the demands
of a skyrocketing workload? What hap-
pens to the important steps of personal-
ized phone calls to nonprofit applicants,
site visits and keeping abreast of what’s
happening in the trenches? We talked to
eight seasoned grantmakers to discover
the strategies they use to thrive in their
work despite new challenges

Although each of the grantmakers
reported that workloads have dramati-
cally increased in recent years, most cite
positive circumstances leading to that
situation. Wendy Hoppe, executive
director of The Ralph M Parsons Foun-
dation, finds that “the nonprofit commu-
nity has become more sophisticated at
seeking funds. We're not necessatily see-
ing more applications, but we're seeing
stronger ones. We have to spend more
time looking at competitive proposals.
Also, everyone seeking funds wants to
have contact with the program officet;
there aze a lot more phone calls

Liz Bremner, former president of

The Foundation Incubator {(now known
as The Philanthropy Incubator), finds
that grantmakets also ate developing
greater acumen She observes, “There
is increased demand for professional
standards in philanthropy—in iitforma-
tion management, accountability, the
documentation of grants, evaluation and
the use of business plans—these all add
to the workload, buf increase our effec-
tiveness ”

Crystal Hayling, president and CEQ
of Blue Shield of California Foundation,
pinpoints another contemporary issue
affecting managing woik: “There’s a
lot of concein about foundations stay-
ing lean, keeping overhead costs down
in order to channel more money to the
community ™ She suppotts this value
despite the consequences to her staff
“Our workload is huge, while the staff
is small,” she says. “We would have to
double our staff to be on par with other
health foundations of comparable grant-
making size. That means we have fo
accomplish greater productivity through
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the systems we put in place™

Todd Hanson, vice president of
donor relations and community part-
nerships for the Orange County Com-
munity Foundation, is similarly upbeat
about the growth in foundation work
during the past decade “As a commu-
nity foundation, our goal is to increase
philanthropy, and we are raising more
money,” he says “IThe number of donors
and resources has doubled in the last
few years. Our staff has grown, but not
necessatily in propoition to the growth
in grantmaking revenues. We want to do
a lot more for the community while con-
taining our costs”

Jeff Schaffer, senior program officer
of the Conrad N. Hilton Foundation,
finds himself busier for similar reasons
“We've also seen growth in our assets;
this provides us with a larger grants
budget,” he tematks “All of the program
stafl is handling more grants We also
use a major initiative approach involving
multiyear grants, where the workload
is heaviest in the beginning, Budget
growth means more new initiatives are
launched ”

Flintridge’s Jones also points to a
deepened relationship with the nonprotit
community “I’m interacting with non-
profits about more than proposal- and
grant-ielated issues,” he says. “I am now
more of a partner in some aspects, work-
ing closely with nonprofits and founda-
tion colleagues on larger issues that
affect the entire field”

Maintaining High Standards
Perhaps because the circumstances con-
tributing to the increased workload can



2

“Hind it challenging to decide when I'm not working
When you believe i social change, it makes it

hard to clock out”

be viewed as positive, morale remains
high, even in the face of working lon-
ger hours. The eight giantmakers were
uniformly committed to maintaining the
highest standards in terms of proposal
review and providing support to grant-
ees. Hayling comments, “Real value to
the field is more than the transaction of
handing out money; it’s in the thought-
ful, intellectually rigorous overview we
can share This is the area I'm particular-
ly protective of, [because it] determines
excellence ”

But how can someone continue to
perform with excellence when the to-do
list keeps growing? Hollahan observes,
“Program officers are personally sub-
sidizing their foundations by working
at night and on weekends, and by pur-
suing additional fraining and profes-
sional development on their own time.
This obscures the actual cost of doing
business.”

Hoppe is familiar with this trend ]
have to take work home and spend time
on the weekends for reading, reflec-
tion and writing That’s the only way to
find quiet time.” Schaffer agrees, “I'm
working longer hours, not infrequently
staying at the office until 9 or 10 p.m
Even so, the stack of reading material
is high, and { have to take it home ”
Virginia Victorin, vice president of cor-
porate giving for the Southwest region at
Washington Mutual, adds, “The level of
work has meant less leisure time for me,
detinitely”

Often, it’s the individual’s personal
commitment that drives this demanding
schedule. Hayling notes, “I find it chal-
lenging to decide when I’m not working

When you believe in social change, it
makes it hard to clock out”

Although this dedication is admi-
rable, Hollahan notes the downside:
“The field has lost many good peopie,
and part of the reason is that the pace
of work leaves them little time to grow
and develop professionally or to achieve
a balance with home life and personal
pursuits ”

It’s not only professional devel-
opment and private time that suffert
Bremner notes, “I hear from nonprofit
managers that it’s harder to reach people
in foundations and that foundations
aten’t responding to requests in a timely
fashion™

Though our interviewees conscious-
ty carve out time to be accessible to non-
profits, Hayling admits that a priority
shift has taken place within her founda-
tion. “There’s less time for exploratory
conversations,” she says. “We spend
more of our relational time with grantees
with whom we expect to have a long-
term relationship. The relationships are
no less meaningful, but there are fewer
of them ”

“We have cut back on site visits,”
says Hanson. “We used io conduct them
for every grantee, but now, if we're
already familiar with an organization,
we'te Jess likely to do so. We have to
be more selective” This can threaten a
funder’s ability to keep up-to-date with
nonprofits and aware of the steps in theit
growth and development

Victorin tells us, “The area that has
suffered most is our interactions outside
the office We have to make tough choic-
es about what we have time to attend
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“If {a task] ls not relevant ana
essential to carry out the
foundatiory's mission,
eliminate it ”

Hoppe agrees, “We go to fewer events in
the community—convenings, openings,
fundraising o1 special events And we
no longer go to ground breakings, only
to ribbon cuttings ” Thus, grantmaking
professionals have less time to celebrate
with nonprofits, get a feel for their com-
munity and clients, or suppoit them at
critical public gatherings.

Opportunities for interaction with
peers have also been reduced Hoppe
confides, “On my desk is an invitation
to serve on a planning commiftee for
a national grantmakers conference. 1
have to turn it down ™ Schaffer reveals,
“I’m not as involved in philanthropic
organizations as [ used to be thelda
leadership position with a grantmakers
organization, and when my term expired,
1 didn’t replace it with anything. These
days, 1 tend to go to conferences only if I
am speaking at them”

Seeking Technological Solutions
Many foundations are turning to tech-
nology to help streamline the workload
Hoppe says, “I'm glad it’s not 30 years
ago The workload would be intoler-
able withowt the computer Our staff
has Treos and it helps to be connected
to our e-mail all of the time” Victorin
recounts that at Washington Mutual,
“We converted to online applications in
Aptil [2005}—a lifesaver, in my opinion
Our online system helps with screening
requests and it automatically declines
those outside our guidelines ”

The Blue Shield of California Foun-
dation has developed a similar system
“We are moving to an online grants
application,” Hayling says. “It will
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answer frequently asked questions and
enable an automated screening process
For a while, we will continue to allow
paper applications, but to be honest, that
won’t be possible forever Our structure
requires that we use tools like this to
capture all of the efficiencies possible in
our grants evaluation, data management
and information-sharing systems”

Information management is a critical
area in which streamlining and effective
use can make a difference Hayling adds,
“Owr grants management system will
allow everyone in our office access to
grant files, whethes they are in the office
or offsite ” Hanson says, “We've upgrad-
ed our database, which allows us to track
activities and donots and easily pull up
the data we need All of our staff calen-
dars are linked in Outlook, which makes
scheduling easier” Jones reports, “The
[Flintridge] foundation has upgraded all
of its computers and uses shared files
for administrative tasks We use Outlook
calendars, which is helpful in scheduling
and overall communication, especially
with our staff housed in diverse locations
and frequently out in the field.”

Bremner agrees, “We see people
using more online tools. Intranets and
LISTSERVs are being used to share
information within a specific group
Websites contain a lot more usefid con-
tent for grant applicants, other funders
and the public” Hollahan expands upon
this point: “Foundations are getting into
knowledge management—making avail-
able mote data about lessons learned,
contacts and research, both within a
funder’s staff and externally. This is
another aspect of collaboration.”




However, Schaffer sounds this cau-
tionary note: “Technology can be both a
help and a hindrance; we try for e-mail
rather than hard copy communications—
proposals, repoits, interoffice-—but this
in itself creates more work One has to
pay attention to e-mail so it doesn’t build
up 7 Also, e-mail encourages people to
expect a rapid response to all types of
communication and to have access to all
staff levels

The increasing volume of work has
stimulated improvement of systems
and procedures. Victorin comments,
“Because of a clear recognition that
we needed to become more efficient
because of the workloads, we embarked
on a two-year, management-led process
of examining our systems and meth-
ods We eliminated system redundancy,
delays and variances, and were able to
¢t processing and reviewing time by 40
percent”

Hayling’s foundation has undergone
a similar process. “Wete trying to be
more thoughtful about the work flow.”
she says “We’ve graphed out the work
to create greater efticiency and more
effective delegation We're also working
on our evaluation process, frying to fig-
ure out how to make our reporting mesh
with the actual level of detail we need to
know: are organizations actuzlly being
strengthened? Is the safety net getting
stronget ot weaker? Those details can
be entered into an electronic system and
pulled out into a report.”

To maximize productivity, profes-
sional staff should be able to delegate
work to support staff,. Adequate admin-
istrative and program support assistance

How to Manage E-Mail

(Adapted from www leamthenet com)

® Establish separate business and personal accounts. Keep your personal and profes-
sional lives separate, especialiy since empioyers in many countries can legally review mes-
sages on company mail servers Do you really want your boss reading about your personal

- life? Having a separate personal account also means you aren't dealing with personal bus&- g
1ess on company time

.- Develop a routine, Answer yeur e-mail at set hmes durang the day-—perhaps the first-
- thing in the mommg, then mld aﬁemoon This preveets mcemmg mal from inierruptmg eiher
thmgs you may be doing A

- | Set up your e- mall software for rapld review, W;th e-maft pmgfams such as Mierosm‘t
- Outlook, you can customize the muitipans display for quick viewing. Ideally you want to see

. who the sender is, the subjeet and be-able fo read the first fow 1 mes of the message That

+ way you don’ t have to eeen every massage to deeem its content ’

‘W Scan new messages and delete spam 1mmedtately Junk e- maxi has beeome a faet ef'

Z_f -electronic fife, so tum it to your advantage Quickly review message subjects and read a Ting -
.. ortwo of the message, if necessary, to ideniify spam: Then use the delete key Weeding eut
* spam reduces your inbox by half or more, providing a psychelog oal boost when you g y have
' 50 messages to deai with, instead of 100 . :

* 'm Use filtering. To further redice the volume of mail; use fiitering tools euii't'int'e'yoer 6
‘mail pregram They let you block messages sent from certain addresses, an excellent way to
¢ reduce spam You can also automatically route messages ffom certain addresses into folders

- you setup For instance, if you belong to a discussion group, messages WI|| go dlrectly into

' that folder, instead of your inbox

 m Organize your messages into folders. Create a serias of foiders 10 cateqorize your e-
" mall, using action items (pending, review, etc) and subjects (ravel, newsletters; etc) After.

you receive messages, file them away for later action and reference Messages remammg |n
' yeu; Inbox are those requiring immediate action Reply, then file them 0

" m Use short responses. Fveryone is pressed for time these days, so keep replics brig and

: of a letter

. Pre;iare hoiierplate responses. You may find that 'you are often asked the same ques-
tions To save time-and avoid retyping the answers, just cut and paste a prepared reply You
= can then edt it as required :

® Control the rhythm of the exchange. Yes, e-mail is instant eommumcanen but that
. doesn’'t mean a reply has o cecur instently Take time to consider your response Th S wilf -
siow down a siream of messages flying back and form :

“For more tips ahout maraging e-mail, download www geodexpenence com/reportsfe -mail/
= email-repori-goodexperience pdf :
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to the point E-mail has developed its own shorthand that doesn’t requi fre the. forma respense '




Ten Tlps for Staylng on Top of
the Workload 8
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can allow program officers to work at
their peak and optimally draw on their
experience

Finding Balance

Despite the reduced time for interac-
tion with peers and colleagues, many
of those interviewed said that interac-
tion helps relieve work pressure Hoppe
says, “Over the past two years, a group
of Southern California grantmakers has
been meeting for collegial, peer-to-peer
conversations, and this helps reduce
stress levels ™

Hayling reports, “Our group has
signed up for a WalkingWorks pro-
gram—the goal is to walk at lunch
in paits and as a team. We also have
lunch together every two weeks out of
the office, where we don’t talk about
work” Schaffer believes that “it’s impor-
tant to joke with co-workers, to go to
lunch occasionally, and not talk about
the office ” Hollahan jokes, “We eat at
almost all of our meetings This fosters
networking and a more open, conversa-
tional setting”

Self-care is another critical coping
strategy. Hayling says, ““I try to leave the
office at a reasonable houz; this sets a
tone for the rest of the team And I try to
allow for flexibility in staff schedules to
accommodate their lives ”

For many, family and friends provide
a powerful counterbalance Schaffer
says, “Family time is an important part
of making sure the work doesn’t become
all-consuming If I've had to wotk late
nights, I make sure I’'m not also working
the weekends ” Hanson notes that his
foundation schedules its board meetings




“There is increased demand for professional Siahdards in
philanthropy—in information management, accountability,
the documentation of grants, evaluation and the use
of business plans—these gl add to the workload, but

iNncreage our effectiveness ”

in the morning, rather than on the week-
ends. “We try to structure the work to
enable staff to have a balanced life”

Victorin also spends free time volun-
teering for several nonprofits and com-
ments, “This keeps me grounded ”

“A key part of time management is
how you take care of vourself,” Brem-
net agrees “You have to realize that
the work will never be done, because
our work is about changing the world
It’s important to preserve your personal
time; don’t read work-related publica-
tions after 8 p m I like to have a novel
going, something that will take me
into another world ” On a similat note,
Hayling adds, “I have to check my god
complex I’'m not the only one doing this
work—a movement is never just one
person. You can put down your tool, and
someone else will pick it up”

Remembering Priorities

When asked what advice they have for
their colleagues who are struggling with
their workload, responses run the gamut
Hollahan says, “This sounds basic, but [
would frequently revisit the foundation’s
funding guidelines and values state-
ments This reminder can fuel, propel
and guide the work and help you to man-
age priorities ”

Hoppe also believes that establishing
priorities is key. “Among all the things
there are to do, determine categories A,
B and C. Then focus on the As™

Victorin suggests the importance of
having “a daily to-do list And don’t use
the word ‘and’ when talking to others
about your work, such as: ‘I have to do
this and that and this * This makes your

work dauntingly heavier and can keep
you from moving forward on all deliv-
etables.” Hayling agrees: “Create to-do
lists that are doable. If it seems impos-
sible, ask yourself, “Why am I trying to
do all these things?™”

Jones contributes a helpful system.
“The foundation has quiet hours in the
motning,” which helps staff to attend
to the work that requires thoughtful
reflection and a sustained attention
span Bremmer also clusters activities
that require different levels of energy
“Designate perieds in the day to respond
to e-mail, rather than responding imme-
diately and all day long,” she says “Set
aside no-meetings days—these will give
you the chance to process a lot of work
Group out-of-office meetings”

Hanson advises, “Be surrounded by
good people; the right people for
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the job Conduct internal audits pezi-
odically—look at time allocations and
reduce unnecessary activities And
always relate activity back to the mis-
sion. if [a task] is not relevant and
essential to catry out the foundation’s
mission, eliminate it.”

Schaffer reminds us that it’s what
we bring to the work that determines
how much we get back “Ultimately, we
must each find wotk that relates to our
passion Then it’s not hard to give 110

percent” ERRg:

Lee Draper, Ph.D , is president of
Draper Consulting Group Since 1990,
the firm has provided services to more
than 120 granimakers and nonprofits in
planning, governance, board and staff
development, and effective grantmaking
fwww.drapergroup com)




